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MPSTRASE ° 
/ The AAMP (administrative abilities matched to 

ghohiwnay system is simply one or more school administrator (s). 

designated by the school systéa's computer information system as 

“having those abilities, preferences, and characteristics required: to 
. solve a particular system problem. An AAMP.is forned on the basis of 

‘information provided concerning the characteristics of the problem in 

relation to the stored model of the school spstem and the ‘stored 

information about each administrator. Once an AAMP is formed, the 
‘“objective is to design a solution to the problem and to relate the 

- solution to the existing school system. During the process of 

designing- a:solution, AAMP has available an information, model-of the 

school system as well as problea-related information from a variety 

of sources stored in or cacetevecse by the Computer system. 
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The Development of Project AAMP 
In the spring of 1972 a colleague, Dr. Neil Pohlmann, asked me ; 


and sicebe proféssor to collaborate in responding to a request from 
* 


eee “Walter Bonkowski, Executive Director for Staff Development for the 
Toledo Public Schools, for information about Sansa kebage mint Over 
paenal weeks the three of us pursued this topic in our unique ways 
sharing the results subsequently at a meeting in Bowling Green with, 
Walter. A wide range of material was brought together from sapdateh 
on groups to the possible use of the computer, * The client took copious 
\ 
notes, appeared satisfied, and réturned to Toledo. 

‘It was apparent that possible uses of the computer to organize and 
facilitate "team management" were ae appropriate at that pine, 
However, when Ds Eady Van Meter invited colleagues at the 1972 meeting ‘ 
of NCPEA to see him about contributing to the next AERA meeting of the 
Organizational Theory Group (March, 1973), he exhibited interest and 
invited me te send him a Seve to read, The latter part of that sip: 
focused on a aédeapeual wtcuckive for relating adnindatraters 7 
abilities to school system problens. When I asked the pepertnent 

‘Chairman, Dr. William York, at Bowling Green to eeeriane the sabes before 


Lae . Se 
the AERA convention his response was favorable; heffocuBed .on two votates 


the word "eyberndéracy," which was "coined" in thd ‘paper, and ."CAP" for 


Complementary Abilieied EAgterd) later translated to "AAMP." ° In responding | 


to requests for papers .for NCPEA. and AERA, the former’ point has been 
turned down three times. The latter YS the nubuck of this paper. 
When the AERA paper was eoutdtiely shared in the spring of 1973 


with Dr. ‘Pohlmann, who had -since become Chairman of a new department, 


| 


she suggested contacting Dr. Russell Working of the Toledo Public’ Schools. 


This suggestion was unexpected, However, contact was made, and 
sure enough, Dr. Working, Executive bigector of State and Federal Programs, 
wag, interested ts computer based’ information systems, even underdevelaped 
ones. Through the summer, fall and winter, of 1973 and spring of 1974, 
" Dr. Working called meeting after a in Toledo and Bowling Green to 
explore the possibilities of dpetavianal development of AAMP in the Toledo 
Public Schools.. At first the meetings included Dr, Working, Mr. Gerald Biernacki 


for project evaluation, and myséI£, Occasional visits to these meetings, 


‘ ies c 
were made by Walter Bonkowski, Dr. Lee McMurrin, the Deputy Superintendent, 
* \ . : 


Mr. .Darrell Clay, a Secondary School Principal and President of = 
TAAP (Toledo Association of Administrative Personnel), a "middle management" 
union. Mr. Clay was very supportive from the beginning and wanted the 
proposed system presented to the TAAP Board of Trustees, This Board 
‘listened and questioned the AAMP proposal at three meetings ‘and 

decided to present it to the nanivvatiin ‘eatly in 1974, Mr. Biernacki 

was appointed chajrman of a committee to prepare this presentation, 


Mhe TAAP membership was a very attentive group of urban administrators 


who asked all possible mannér of questions. 


hh , A : 
The Presentation of Project AAMP 


be cebuatin the presentation to the TAAP membership the planning 
‘ committee,i chaired by Mr. aie eaten four Atens were determined essentiali 
1) an inteyduction to the propdhed system, 2) a list of advantages sa 
disadvantages, 3) an example of a possible seers and 4) xeaction from XY ‘ 
- ’ ; : : 


the membership to allow the trustees of TAAP to decide any further 


commitment if ‘any. | These four items, included in the 1974, TAAP meeting, 


are reviewed here in sequence., 


I. An Introduction to AAMP z 


“What is AAMP? 


An information system. , 

It stores information on school ‘system ibis: 
It stores information on administrator abilities. 
It combines administrator-abilities, 

It matches abilities to problems. 


? | 

To solve urgent problems. ° . 

To tap the administrative abilities BE the Toledo 
school system. 


C. - Objectives 


To identify all school system problem s early, 7 
To identify administrator ‘abilities Falated to S 
problem-solving. 

To combine administrator abilities related to 

specific problems, 

To form pilot committees (AAMP's) to develop 

solutions to problems. : 


II. TAAP Participation in AAMP 
Apevehoped by Mr. Gerald Biernacki) 


A. Advantages 


wit \resule in greater participation of TAAP membership in 
system-wide decisions as they relate to goal determination 
and operational corsiderations, 

Will pps as a catalyst for the professional, development 


of participating administtators, 

Will result in greater-visibility for TAAP via publications. 
Will “strengthen TAAP. ; — * ; 
Will assure greater awareness by administrators of system’ 8 
problems. 

Will assure greater awareness by administrators of 

system's human and non-human resources. 

Will be used only to enhance evaluation of administrators. 
Will facilitate educational pial sos. 

Will facilitate the efficiéent/effective use of human resources. 
Will encourage humanistic approach to school administration. 
.Will stimulate and clarify Pom ange : 
Will result in more organizational fluidity; e.g. inter- 
level organization personnel participate cooperatively in 
decision making. - ’ 


_ Will minimize ‘the emphasis 0 on power, and focuses on the 


e 


quality of ideas. ss ‘ oi % 
14. Will provide opportunities to gain ‘a variety of experiences 4 ri 
» \ , and will lessen the monotonous effects of ‘routine tasks. | - 
ws ene ___15.__Will result ina professional_research_conmmitment by —— oe 
' TAAP. ~~ 
a “i a | FMA z Ba ap nse ei 
deficiencies leading to greater “survival @bilities of 
‘ : the system and those individuals in the system. 
17, Will harness (matches motivated admipistrators to 
: idehtified interest areas-~tasks) voluntary talent. ¥ 
> { ‘ 
7 ’ B. Disadvantages t 
+. we. ‘ 
| ° , 1. Could be perceived as traditional evaluation. - 
-2. Could result in an increased Speers of time, 
P . , effort and cost.” 
oe ane 3... Could be a disruptive force hicanns of AAMP's likelihood 
; of causing change. . 
4. Could cause organizational fluidity which triggers role | 
” conflicts and feelings of instability. 
; 5. Could result Pree work (during or after regular hours) » 
without financ¥al compensation/ 
, 6. Could disrupt the carrying out of-regular administrative 
A * duties. Released time tees not provide for "getting ‘one's 
régular work done." 
- ‘7. Cowld result in making the pivcane of getting decisions made 
, . moré inefficient--important decisions could be Belepaees 
og too long by so many. 
8. Could cause sensitive administrators at all levels 
' to feel AAMP causes an erosion of their authority/ 
power. « - 
de 9. Could result in obligatory participation. . 
10. Could result in individual sensitivity to thé data 
requirements. 
ll. Could Fesult in a long, tedious process of collecting : 
- ¢ : data. 
? _ ; ¥ 
tII, Example df a Possible System Problem 
(Developed by Dr. Russell Working) 
; A. What are the positive actions ‘to integrate schools “which 
Ms at = : can reasonably be underta in Tole@™ to forestall court- 
aes : ; Axdered integration? : _ 
fy se oat + 1. Major Problem Descriptors: . court, integration, schools 


Pe ® i 2. 


Associated Problem Descriptors: civil rights, economics, 


bussing; minority groups, white flight, neighborhood concept, 
surburban districts, ghetto, desegregation, school unrest,\ 
drop out rate, quality éducation, unions, inner city Ky £4 
violence, vandalism, humanism, fedféral programs, | 

compensatory education, inner city housing, communication, 


. 


value clarification, human relations, compliance officer, 
decentralized education, public relations, social mobility, 
physical mobility, unemployment, welfare programs, staff 

: competency, relevant education, parochial education. » 

3. Associated Administrator Descriptors: High Ability Level, 


$< 


“1B 2 


=: 5 ; oe 


Moderate Ability Level, Interest in Developing Ability on: veer 

‘ high school, principal, guidance, school activities, ae 
~ vocational choice, tests, community, counseling, cals 

e co -* minorities, human relations, relevant, social science, 2 aris 

political science, curriculum development. . 5; 


at 


Pies 


', IV. TAAP Workshop Questions 


‘ 


A. What*inds of problems do ‘you see that AAMP might cause? / 


To ES 
ti b 


a 


“a . °B. What aspect of this plan could be improved to better meet 
z the ngeds of the system? o . ; 


, 4 4 
C., What problems do you think that this plan could address? a“ 
¢ : ve 


oe iy 


D. What aspects of the AAMP: plah need clarification? eee 


Reactions to these four questions were collected from the ‘TAAP _ . 
membership at their annual meeting by the TAAP President, \ 7 “ 
Mr. Darrell Clay, for review by the TAAP Board: of Trustees : = 
4 in ‘determining future support and involvement in the proposed ~ os 
eK . project. In the spring’ of 1974 Dr. Working informed me of y i 

"a green light" ‘to begin the AAMP project. © 5 0” 
¥,\ : ¢ ; oe = 2 44 = | 
4 \ . The Next Phase . et on 
The fall of 1974 will likely see’a continuation of planning, 


OE POR oe RE 


including the incorporation of the TAAP membership recommendations, ,the 


; refining of data collection instruments for determining administrator 


\ ‘  f 
abilities and\for defining school system problems, the creation from 
these of a desctiptor code permitting computer matching of administrators 
a ‘ 
“by abilities with \problems to be solved, and the development of a 


proposal for funding the research and pilot’ testing of the-system. 


‘ 
1 


A. Identify system problems , . - 


1. Agitations —- - e ; ‘ 
2. Trends “— . 
3. © Discontinuities 


Identify adninistrator sapabtiNetay 


1. * Characteristics. 
2, Prefgrences : = 
3. » Abilities — — ca 


pene etna a rem ren 7 eeeeeee 


iepeicneeiaae ascent pects 
rae Develop problem profiles- of school sh hase __- 
- Ds Develdp administrator pretties: ress ee 
, E. _ Deduce descriptors , + 
F. Match problems and administrator capabilities 
+ G. Generate AAMP’ pilot ; ar ae. : 
; hed } ' The AN System : ( ee 


Included here is the soaenguiad system as ebedanend to ‘the TAAP ~ 


Board of Trustees. It is essentially the same as wcaneiead x at AERA, 


Instead of "committee," "group, 
ae 


"or "team" mnohoe concept has been 


' developed to avoid negative RYecoBrabnsone or past. Sung’ of how these ° 


_ groups work’, “The AAMP (administrative abilities matched to 'problens) system 


is simply one or more school administrator (s) designated by Siaupchoul 


. 


system's computer information system as having those abilities, preferences 


s - at 
and characteristics required to solve a particular‘system problem. An 


AAMP is formed on :the basis of information provided concerning the 


characteristics of the problem in relation to its stored model of the 


- 


schdol system and,its stored information about each administrator. - The 


figure (see attached) provides a general’ view of the interrelationships 


/ . 
involved in the generation of an AAMP. Once an AAMP is formed the 
* ‘ 


objective is to design a-solution to the problem and to relate the 
: ® 


solption to the existing school system, During the process of designing 
a aelUEAon AAMP has available an information model of the school 


system as eid | as problem related information ates a variety of sources 


gt 
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‘ 


stored in or retrievable by the computer system. 


The need for the AAMP system relages to. the problem of sdlving 


) rr . 
“urgent damon confronting- the Toledo ‘Schools before -they-become- eee fat A Tee 


ee a 


unman ageabL Bs je poir S ° on 0 ard a a ange mn -TP 


“than reacting when it is mares too iete. _ Those adninisteators Soe: sae 


“in plinnding solutions. 


a 


* 
Identification of Problems ~ # 


The system described begins with the identification of school 


system problems and ends with an addition to or a redesign of the 


school “‘eystem, ‘Identifying ‘a problem in a school’system is in itself 
an alternative to simple reaction. Even when agitation is involved, 

é ‘the reaction by the administration will be part of a process of 

sointes the problem by changing the a ina planned sequence related 


to the needs'of its clients. Three modes of: identifying school system 


. 
fs 


problems are: 
| 1. Agitation: students, and frequently enough parents, teachers’ 
and others not easily accounted for, very clearly, present a 
clear and dramatic problem to the school seatees, Any ~ 
treatment of, the amis aac a ‘symptom, without information 
concerning cousts is oliviously dicate: 
2. Forecasting: educational administrators — been engaged 
in a form of this for deggdes; but it has been narrowly 
confined to i a trends and classrooh requirements, 


sd { 


fi Forecasting, ineluadiag long vanes may appear a luxury; however, 


@ 


as part of the information complex, school systems annot 
be unaware of projected developments in information systems and 


~ their av: availability and implenentation in the education syaten. 


et 


Discontinuities: umexpected and spparently insiga}ticant 
8 


oo 


develoomente break atrong” ‘predent trends. “These are “less : 


. obvious than trends and can be massively disruptive if not 


oe 


“perceived early, A relevant ability is problem-finding. ~ 


A description of the problem is delivered to the computer system by 


using standardized descriptors oh a computer terminal, : 


” 


Administration System 


we 8 . ’ 


The/ use of descriptors allows the confiter to relaté new problem 


~ 


information with stored information on atEEnESERACOEA and school system. 
The administrators provide information in thie categories to 


maxinize both their own individuality and their effectiveness in 


solving the problem: 
1. preferences: ranking of school system problems, objectives, 
- and prdgrams according to the individual interest if them 


by thé administrator. 


. 
‘ 


characteristics: sex, \height, weight, age, culture, work . 
style, appearance, unusual factors, etc. 
experiendes: jobs, positions, courses, degrees, travel, 


recreatidn, unusual factors, etc. 
4 


“perspectives: time frame, place frame, reading preferences, 
4 \ 
television preferences, etc. 


abilities: systems, program design, simulation, planning, 


a ~ 


"= 
writing, directing, evaluation, etc. 


Parameters 
ert aie , . : ’ s- { 


BP tan! To guide the. Spmputer, certain limits: are peqessary for the 


ee - _ Maximum number in one” pir inter of ‘AAMP's to whieh any “ ea ines 
‘ ~  edmpndateator may ‘be “Teniguated, and priorities in establis Rang KAYPTS 


SS a ee Sa eren Se eee 
‘by ability, preference, characteristics, and ‘av ailability should ‘ oe “ 
r rf 
a conflict arise. In any, case, INCA ee cv 
; : 5 Nes ais 
mix of specializations to solve the problem. 
‘ 2, . 
Descriptors / 
6. , yf 
' ‘ It is clear that the 7s tem depends on Secale of’ 
7 - te we ” / , 
** code standardized to\ related problem data to administrator data, and : 
‘ 
these to the school system model. 
¢ \ . ‘PHASE IT ' / 
"School System Model ' ; / 
= q eo . 


Information on the following major components of ‘the school 


system compose the computer-based model: 
' 


1. assessment results, analyses, conclusions, and implications 
: ‘2. forecast results, analyses, conclusions, and implications 


3. objectives (dérived from assessment dnd forecast results) 


G7 ay ye oF 4. operational programs (designed to attain objectives) 


. 


a ; 5. evaluations: ‘results, analyses, conclusions, and implications , 


/ 


This model is used:to analyze, evaluate, and redesign the school 


: aystem by deleting alternative objectives and programs, tenting es 
3 thea as simulations, and analyzing, including cost-benefit, and evaluating 
the veiuitd, If this process sincalubteg 4 viable alternative a tentative 
: ésiukien is ‘implemented. Available ti the AAMP in this process are 


~ P| stored data on the followings 


41. 


1. research results, basic and applied, from prior experiments bj 


he ; ' ‘* ° mepertes in the literature as well as those conducted in Us 


Dicisttiseieeaieet ; _this system E eae 
| = —- ae results ‘of pilot programs tested, evaluated, and re orted 
We. + a oe : P, ‘ 
ar —=3>-—~evaluation-results-—of-major- progran- a ee te 
. * . f i Las - 7 


a a ; . 3 i 
4, -scenarios designed and proposed in the literature. - 


Solution 


One or more pilot progran alternatives may be opetated “a 
simultaneously for any one identified: seg There may be-a research 
“. desig¢/included in the pilot test. If research and pikes sults 
| anghcate a. degree of success in ferns /of the problem related obj ctives, 


the model of the school eee: is redesigned. 


i . 


Redesign 
iy SS _ The extent of the redesign is, the critical point. There 
appear to he no great obstacles in the way of sadsoe new yepgrene 
. and ‘adapting old progeaae, -Elimination of a program seems. to 


he much more difficult and radical change impossible. However, the 


pace of change in school systems is obviously increasing. 


~ AAMP ayahen the new design is incorporated into 


4 


In this propo 
system model and the resulting new data provided to the 


computer system to” complete the cycle, 


_ Ari Emerging Organizational Design 
‘Tndead, it seems reasonable to claim that the organizational a 


pattern now emerging consiate sguentinity of three, components: the 


human information systen, individually or collectively; the electronic» 


’ 


information system, including television and other terminal connections; 


. 


' 
and what is just now taking some-focus: a symbiotic human-electronic 


’ , 
‘cybernetic system providing) néw dimension of organizational 


- 4 


directions 4nd control. os 


a 
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. eo 
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Bue As a ALTERNATIVES ° 
" ADMINISTRATION. : ; i N , 
. cae "SIMULATIONS - 
a SYSTEM 4———-_- RESOURCES ; , | 
tek a “a .  * °°) ANALYSES 


1. PREFERENCES 
_ 23 CHARACTERISTICS © |” i % 
3. ABILITIES : 


case ' “ REDESIGN 
: 2 {< Tai : . - EVALUATIONS 
“te? 3 AAMP : : 
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